
Holding a Shared   
Vision Steady
Why go this route?

• To change a school takes the dedication and commitment of    
all stakeholders. Teachers can maintain islands of  excellence 
within their classrooms, but to truly reform a school, all must  
work together as a community of  learners.  

• How do you know you have arrived if  you do not constantly  
focus on your destination or vision?

• Roland Barth (in Improving Schools from Within, 1990) reasons 
that unless school practitioners develop their own vision to 
create a great school, they invite outsiders to mandate random 
changes for them. It’s crucial that professionals who know kids 
and schools first hand be the generators of a truly compelling vision.

• Average principals keep the buses, budgets, and boilers 
humming. Good principals are warm and caring people. Great 
principals do and are all of  the aforementioned plus they have 
focus, purpose, vision, and mission. (Elaine McEwan, 2003)

You’ll know you’ve arrived when…

• Indicators of  shared vision are becoming actualized.

• Staff, students and community share in the development of the 
vision, commit to its implementation, and focus on its realization.

• The vision is translated into measurable grade level expectations 
and objectives.

 

12

6
9 3

2
:1

  
h

o
l

d
in

g
 A

 S
h

A
R

E
d

 V
iS

io
n

 S
T

E
A

d
Y

This packet is for use by the 
building principal or the leader  
or the visioning team.

It’s about TIME 

• “The fastest route to vision  
is data analysis and goal    
setting because these 
processes define and make  
the vision concrete.” (Dufour, 
2000 in Schmoker, 2001)  

• If  you are new to the building, 
working on a climate of mutual 
support and trust must come 
first. Creation of  a vision 
statement will take on real 
meaning only after that occurs.

• The process described in 
Insert 5 will take at least two  
full staff  meetings and may 
extend over the first 2-4 
months of  the school year.

Potential CosTs

•  You might want an outside 
facilitator for Step 5. You might 
also trade places with a fellow 
principal to facilitate the  
discussion with each other’s 
staffs for free.

•  The final vision statement    
should be signed by all staff, 
framed and displayed. Consider 
printing the statement at the  
top of  note cards for staff,  
on posters for each room, or  
on a banner for the halls. An 
extensive, first-class publication 
of the vision should be possible 
for $500 to $1,000.

Construction Zone

V i S i o n A R Y  l E A d E R S h i P



 1 identify your personal vision for your school. 
	 What	are	the	components	of	your	ideal	school?	Grounding	the	rest	of	this	work	in	the	

place	where	it	speaks	to	your	own	heart	will	make	the	rest	of	these	steps	sing	instead	
of	stutter.	Find	a	quiet	place	and	use	INSERT	for	Step	1	to	invest	an	hour	in	that	
grounding	for	yourself.

 2 State your core values and beliefs in a personal vision statement. 
	 Check	your	statement	carefully—are	you	ready	to	commit	everything	to	this	vision?	

Sharing,	monitoring,	living	the	vision	will	be	the	focus	of	all	your	efforts.	If	a	task	
doesn’t	address	the	vision,	it	becomes	secondary	to	you!	(Use	INSERT	for	Step	2.)

3   Begin to operate on your personal vision. 
Live	toward	your	own	vision	while	you	help	the	staff	develop	the	shared	building		
vision.	Get	systematic	about	scheduling	time	each	day	to	work	on	your	personal	vision.	
Some	of	this	will	find	its	way	into	the	school’s	shared	vision	below	(in	Step	6).	Other	parts	
may	take	time	for	you	to	bring	the	full	staff	to	share,	but	you	can	work	toward	your	larger	
vision	starting	now.	INSERT	for	Step	3	offers	some	thoughts	about	how	to	do	this.

 4 Collect baseline data about key aspects of  the school that might  
figure into a shared vision. It will be useful in Step 6 when you’re ready 
to operationalize. 
See	INSERT	for	Step	4	for	a	list	of	possible	factors.	See	MI-MAP	Packet	4:2		
“Developing a school-wide Data Base”	for	information	on	how	to	collect,	organize		
and	assess	data.	See	MI-Map	Packet	9:1	“Using Technology” for	web	links	about		
creating	your	own	files	to	collect	and	process	data.	

 5 lead the staff members in activities to discover their shared 
vision. (INSERT for Step 5.)

	 You’ll	need	uninterrupted,	reflective	time	to	do	these	exercises—many	schools		 	
use	summer	retreat	time	before	school	starts.	

 6 operationalize your vision by breaking it into goals and indicators. 
	 Decide	on	your	“milestones”	to	gauge	progress	and	celebrate	your	accomplishments	

during	the	year.	Think	together	with	staff	about	how	to	hold	each	other	accountable	for	
the	things	that	will	make	real	meaning	for	you	in	your	jobs.	(See	INSERT	for	Step	6)

 7 Review building activities, customs, and programs in light 
of  the vision. 

	 Use	the	building	vision	as	your	guide,	and	identify	the	value	added	of	each	activity,	
program	and	event.	INSERT	for	Step	7	suggests	a	light-hearted	way	to	“clean	house”	
and	make	time	and	room	for	parts	of	the	vision.	

 

The Process

A step-by-step guide   

to developing a shared  

school vision.

noTE:	Steps	marked	with	a	 	

are	accompanied	by	one	or	more	

inserts,	included	in	this	packet.	



getting more mileage from    
holding a vision steady

Holding a shared vision steady benefits your 

school in regards to the following initiatives:

Elementary and secondary Education Act (EsEA)

• The environment in which children are educated is a 
contributing factor to their academic success. It is the 
principal’s obligation to demonstrate a school’s ablity  
to provide a safe, healthy setting in which to learn. 

• ESEA is asking the principal to weave together the needs 
of  all school stakeholders. This creates an environment 
where principals are accountable to all stakeholders.

state Accreditation system

• The school profile data collected in this packet will enable 
the principal and leadership team to report elements 
necessary for completing your school’s Comprehensive 
Needs Assessment.

• The School Report Card supplies feedback to parents 
and staff  and requires that they work together to 
use information from the report to plan for improved 
student achievement. Success is more likely when all 
stakeholders share a common vision.

Michigan Continuous school Improvement Process (Mi-CsI) 

Michigan school Improvement Framework

Developing a shared vision 

instills a sense of direction 

that motivates and energizes 

people, gives direction,  

and establishes specific 

standards of excellence.  

It also creates a clear agenda 

for action creating a strong 

foundation for continuous 

school improvement.



Resources

People

Intermediate School Districts/RESAs 
can serve as a resource. 

For more information, contact:

Michigan Department of  Education

Office of  Education   
Improvement and Innovation
517-241-3147

School Improvement Unit
517-373-8480

Curriculum and Instruction Unit
517-241-4285

Office of  Assessment  
and Accountability
517-373-0048

Office of  Early Childhood  
and Family Services
517-241-3592

Office of  Field Services
517-373-3921

Office of  Professional Preparation 
and Teacher Certification
517-373-6505

Office of  Special Education  
and Early Intervention Services
517-373-9433

Books, Articles, Websites

Improving schools from Within. 

Teachers, Parents and Principals 

Can Make a Difference.  

Roland	Barth.	Jossey-Bass,	1991.

Barth makes a clear case that the 

adults in the school are the most 

powerful sources for school change.  

Communication, collegiality and 

risk-taking are explored.

Expectations: How Teacher  

Expectations Can Increase  

student Achievement  

Robert	L	Green.	Alpine	Guild,	2000.

Research that supports the critical 

importance of teacher expectations 

in effective urban education.  

Ten Traits of  Highly  

Effective Principals   

Elaine	K.	McEwan.	Corwin	Press,	2003.

A highly-useful “how-to” book for 

principals committed to excellence 

and to becoming instructional leaders.    

school Leadership that Works: 

From Research to Results

Robert	J.	Marzano.	Timothy	Waters.	
Brian	A.	McNulty.	ASCD/McREL,	2005.

The Fifth Discipline Fieldbook  

Peter	Senge	et	al.	Doubleday,	1994.

This is a hands-on companion to  

the original Fifth Discipline as you 

move your organization toward 

being a learning organization 

together. 

Moral Leadership: Getting to the 

Heart of  school Improvement  

Thomas	J.	Sergiovanni.		 	
Jossey-Bass,	1996.

The level of commitment necessary 

to turn around a high-priority school 

cannot be developed through legal 

mandates or management theory.  

Sergiovanni explains the importance 

of  legitimizing emotion and getting 

in touch with basic values and 

connections with others.  

Office	of	School	Improvement                                                         

www.michigan.gov/mde
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